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ABSTRACT

Centra Pierce Fire and Rescue' s employee recognition program hasindicated that its
members are the single most significant factor in the success of its misson. Success, however, is
not defined as manipulation for increased outputs, but as fostering creetivity and innovetion in
order to develop alearning organization that is ready to meet change. A recognition and
rewards system is one method to indtitutiondize this commitment and remove the fear of falure
by acknowledging the contributions and efforts of people that promote the organization's
misson.

CPFR has two recognition programs in place to acknowledge the accomplishments of
their membersthat strive to bring organizationa success. These programs condst of a
commendation letter and an employee- of-the-quarter award. Both have been in effect for over
three yearswith dismd or declining participation.

The efficacy of arecognition program is measured in the vaue of the incentivesto the
organization’s employees. Nether of these programs have been assessed as to their
effectivenessin hdping CPFR fulfill its vison; therefore, evauative methodology was utilized to
determine the perceived vaue of these current recognition methods by its members and to
identify factorsthat could improve satisfaction of the recognition and reward system. Thiswas
accomplished by answering the following questions:

1. Do members of CPFR desire recognition for their contributions to the organization?

2. Havethe two current methods adequately distinguished those members that have
made va uable contributions toward CPFR’ s vison and gods?

3. What isthe perceived vaue of the current honor of these programsin the
organizetion?



4. What methods of recognition would offer the highest satisfaction to current CPFR
members?

Questions relevant to the research were incorporated into a digtrict climate survey that
was administered to al active members with CPFR by Northwest Training Group, Tacoma,
WA. The datawas compiled and paralleled with an extensive literature review to gain
information on the perceived vaue of the current programs, effects of the programs, and to
identify other methods of recognition that would bring satisfaction to the membership.

The resultsindicated that members within CPFR strongly indicated a desire for
acknowledgment of their professond achievements. While there was support for the two
current programs, severa factors were identified as deficiencies, such as limited opportunities
for recognition, lack of team recognition, favoritism, and unknown criteriafor the reward. The
methods of recognition most preferred were increased opportunities for growth and specid
training, followed by recognition received from one' simmediate supervisor, and recognition
among peers.

It is the recommendation of this research that CPFR expand its current recognition
program to increase opportunities of acknowledgment for consstent efforts, heroic efforts,
gpecial projects, career milestones, teamwork, and cretivity. Improvementsto the program
should stress persondized, timely rewards and recognition methods, presentation of recognition
among peers, linkage of the achievement to the organization’s goals and mission, increased use
of symbolism and power rewards, and forming of a committee, which represents the diversity in

the organization, to continuoudy monitor and update the recognition system.
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INTRODUCTION

“Employees and members of Centra Pierce Fire and Rescue (CPFR) arethe single
mogt sgnificant key to our organization's success,” isthe statement utilized to define the
ideology of their employee recognition program” (CPFR, persond communication, June 1994).

Currently, CPFR has adopted two instruments for recognizing its members for
contributions to the organization or community that are considered above and beyond the cal of
duty or job role. Thefirgt isacommendation program that isincluded in the organization's
policy manud. According to the current executive director and the human resource
coordinator, no one has been presented with aletter of commendation since the program’s
adoption in March of 1995. The second instrument is an employee-of-the-quarter award that
was promoted by a grass roots effort within the department and approved at about the same
time as the commendation policy. Initsinfancy this program generated condderable
participation. In recent months, however, its committee members have had to increase their
campaign efforts sgnificantly in order to get an adequate number of nominations for the award.

The effectiveness of any program, whether for recognition or reward, is judged by the
vaue it holds as measured in its support for achieving the gods of the organization (FEMA,
1995, p. SM8-3). Thetwo methods utilized by CPFR for recognizing its members
contributions toward the organization’ s mission have never been evaluated since their adoption.
Therefore, the purpose of this research isto evauate the current recognition methods utilized by
CPFR to determine its vaue to the membership and to identify other factors that may improve
participants satisfaction with these programs.  This study used eva uative research to answer

the following questions.



1. Do members of CPFR desire recognition for their contributions to
the organization?

2. Havethetwo current methods adequately distinguished those members that have
made va uable contributions toward CPFR’ s vison and gods?

3. What isthe percelved vaue of the current honor of these programsin the
organization?

4. What methods of recognition would offer the highest satisfaction to current CPFR

members?

BACKGROUND AND SIGNIFICANCE

CPFR, an 86-sguare mile fire digtrict within the Pacific Northwest, recognized a mgor
achievement in 1996 with the successful completion of amerger plan after countless months of
effort and commitment by its members. Although aforma recognition and rewards program did
not exist during amajority of this project, the necessity was not apparent, because the success
of the merger focused on the survivability of severd fire didricts.

Reflecting upon the merger’ s success today, it paesin comparison to what remainsin
fulfilling the organization’ s vison of “providing service and solutions to ever- changing community
needs” Thisvison is more ambiguous than the merger and will require greater effort and time
before its efficacy will beredized. When agtrategy is established, it isimperative to maintain
the momentum by acknowledging short-term milestones of those individuas and teamsthet are
responsible for its progress (FEMA, 1996). “Not only does arecognition system offer

incentives for improving qudity and productivity, but more importantly, it makes a Satement



about what principles are important to the organization. It provides indgght into the values
perceived by the company’ s management” (Milas, 1995, p. 139).

CPFR hastwo ingruments for recognizing and rewarding members of the organization
that have devoted sgnificant time and effort toward itsvison. Oneis acommendation program
whichisinduded asasmal subsection of its 12-page disciplinary policy. It directsdl members
to strive to recognize exceptiona performance of another member of the department and
requests written documentation for issuance of a commendatory |etter by the Executive
Director. An acknowledgment of the letter is to be included on the agenda of a Board of Fire
Commissioners meeting, and the recipient is automatically placed on the list of nominations for
the employee-of-the-quarter award.  Since the adoption of this policy in March 1995, there
has been no record of amember receiving an officid commendation letter.

The second toal utilized for recognizing outstanding members of the organization isthe
employee-of-the-quarter award. Thiswas promoted by a grass roots group in the firefighters
association and was approved by the Fire Commissionersin early 1995. Its purpose wasto
recognize amember on a quarterly bass for outstanding work and commitment to the
organization or community. The recipient is selected by acommittee of hisor her peers after
reviewing nomination forms that were submitted for the quarter by members of the organization.
The sdlected employee is honored by having his or her photograph displayed prominently in the
foyer of the headquarters station dong with an automatic nomination for the annua member-of-
the-year avard. Participation in the program wasiinitidly outstanding, however, the number of

nominations has fdlen dramaticaly astime progressed. In the last few quarters, committee



members have had to campaign every quarter for participation, and less than six nominaions are
usudly recelved from a department of about 175 active members.

The foundation of an effective recognition and rewards program must be built on a
vaues system held by dl its participants, both management and the workers. A poor fit
between these two sets of values may have avitd effect on the practica results achieved by the
plan and the participants satisfaction with the recognition system” (Bento & White, 1998, p.
47). Rewards and methods of recognition should reflect the current organizationd culture;
therefore, these programs should continuoudy be in a process of development (Wixom, 1995).

All recognition systems should be regularly monitored and modified to assure thet its
incentive vaueis dill sengtive to the employees needs (Milas, 1995). Although the stated god
of CPFR’ s recognition program is to encourage enthusiasm, motivation and satisfaction within
the organization, as well as rewarding membersfor their efficiency and innovation, neither
instrument has been evauated to determine its effectiveness,

A common theme in the Executive Leadership Course, as with the other coursesin the
Executive Fire Officers series, has been an emphasisin fostering crestivity and innovation in
order to promote organizationa success. One of the mgor obstacles to this credtivity isthe
fear of falure. “Failures are punished out of proportion to rewards and those that do nothing
are rewarded by default” (Rosenbach, personal communication, February 12, 1998). This
could easly be inferred from CPFR’ s, where its commendation process occupies of only 1/24
of adocument, which stresses punishment and appears to be an afterthought of the discipline
policy. Thefirg sep in removing thisfear of fallureisto inditutiondize a vaued recognition and

rewards system that is executed in a manner that promotes a learning organization.



LITERATURE REVIEW

Desirability of recognition

Fritz Heider, author of The Attribution Theory, concluded that people credit their
behavior and successes toward persona factors while blaming failures on systemic causes (D.
Meyers, 1996). The implications, therefore, are that when an organization experiences success,
its membersfed that their abilities and skills were insrumental in the outcome. When
employees do not receive feedback on their performance, they become skeptica about whether
they are sharing equitably in the success that they fed they have created (Nelson, 1994).
Despite their disclaimers, people want to be acknowledged, and even asmall symbolic reward
isacause for pogtive celebration and reinforcement of one' s self-efficacy (Henry, 1995).

Increasingly, U.S. employees are fedling that their intensfied efforts in response to
corporate downsizing and increased job insecurity are going unrecognized, according to a
survey of 2,500 employees conducted by Towers Perrin, a management consultancy. (Bolger,
1997).

The gppreciation of recognition is not uniqueto U.S. workers. The International Survey
Research Company, which specidizesin employee attitude surveysin the UK, reports that
athough 70% of the workers rate recognition as important to them, only 37% are satisfied with
the amount of recognition they receive (Syedain, 1995).

Per ception of value

Bento and White argued that “the effect of an incentive plan depends on itsinteraction

with another strong et of forces: the enduring vaues of the participants’ (Bento & White,
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1998, p. 55). If the incentive does not override the participants concept of vaue, then the
impression of manipulation is conveyed, and normdly the “carrot” is snubbed. When the
incentive, however, is associated with changes in organizationd vaues, rather than manipulation
by managers for the sake of improving production, then the focusis usudly on intringc traits—
those factors that stroke our sdlf-esteem (Bento & White, 1998).

Employers hypothess, that monetary rewards are desired, isinvaid, because the
incentive is usualy not associated with the employee s value and their positive impact on the
organization but merely their output (Darling, Am & Gatlin, 1997). While bonuses help with the
daily finances and are frequently requested during contract negotiations, they rardly maintain
their vaue as a meaningful incentive, because these monetary rewards rardly denote one's
importance in the organization or community. “Recelving acknowledgment of successin one's
profession and organization, while contributing to society, adds value to our existence’ (Nelson,
1994, p.22).

“Recognition, in comparison, is very flexible, highly persondized, and based on an
immediate response to an individud or group accomplishment” (Milas, 1995, p. 140). The
value assgned to these ‘no cost’ rewards come from the knowledge that someone took the time
to notice, seek out the responsible employee, and persondly deliver praise in atimely manner”
(Nelson, 1994, p. 3). According to a survey by Inventive Travel Executive Foundation, 63% of
American workers, ranked “a pat on the back” as a meaningful incentive. In addition, high
respect and creditability of the supervisor can increase the perceived vaue (Nelson, 1995).

When on€e' s peers single out teams or individuds that exemplify “the best,” the employee's
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datus and sef-esteem are inflated even higher, because they are the people that are able to
vaidate the contribution  (Burr, 1997).

Sincerity, farness, gopropriateness, consistency, timeliness, and the importance of the
accomplishment all add to the percelved vaue of the recognition. When the supervisor nurtures
an honest dtitude of internd customer service, avoids favoritism, relates performance to
organizationa expectations, and rewards effort gppropriately, while ensuring spontaneity and
persond contact, the action will reflect an increased vaue in the recognition program (Milas,
1995).

The Federal Way Fire Department’ s recognition program issimilar to CPFR’'s
employee- of-the-quarter except it is awarded on a monthly basis. Their program, dso, has
suffered afae of declining vaue by the organization.. The criteriaemphasisis on outstanding
adminidrative projects or achievements rather than other performance, and requires
adminigrative personnel to identify aworthy candidate each month. The rank and file, however,
trividize the award with their disparaging comments about “the stooge of the month” and the
defacement of recipients photographsin the stations. The department’s traditiona awards of
Firefighter of the Year and Officer of the Y ear, neverthdess, till connote subgtantial excellence
and are sought by many members
(A. Church, persona communication, May 26, 1998).

The Renton Fire Department’ s employee recognition program indicated alack of
concurring vauesin its sysem, dso. The program recognizes outstanding efforts by afirefighter
on amonthly and yearly basis, which is rewarded with a recipient’ s photograph displayed at

headquarters and lunch with the fire chief. The esoteric sdection committee and process dludes



to favoritism, which construes alack of fairness and consistency in the program. Delaysin
following up with the plague engraving and no choice in the type of reward reduced the
ggnificance of the recognition, as well as the department’ s gppreciation (R. Myking, persona
communication, May 27, 1998).

Renton’ sfirefighters ascribe a greater job satisfaction when they are recognized by an
immediate supervisor with asmal acknowledgment ether verbdly or by e-mall.  Additiond
sggnificance is atributed to the recognition when a written memo is received, because the officer
took the time to express the individua’ s importance to the teeam. The vaue of arecognition
program is best reinforced from the top down, through the chain of command. Each immediate
supervisor has the best knowledge about his or her associates performance and their preferred
method of recognition.  Whichever acknowledgment is sdlected, follow up should be immediate
and never presented haf heartedly (R. Myking, personal communication, May 27, 1998).

K ey attitudes and guiddlines

The foundation of any recognition and reward program is built around the unique
characteristics and Sze of the organization. Each reward or act of recognition must be linked to
the identified gods of the organization. The program should make a strong Statement about the
core vaues that are important to the company, thus employees understand the expectations and
criteria, in order to be motivated to assmilate the desired behavior. (Nelson, 1995).

These vaues should be described in absolute measures of performance, both individudly and as
well as ateam member. Recognition should not be limited merely to success, popularity, or
accomplishments of non specific performance, such as good attendance. Appropriate rewards

for expended efforts, though somewhat intangible, will
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ad in removing the fear of falure and escdate organizationa devel opment (Milas,
1995).

Ownership in the plan is necessary for success, from maintaining accountability with the
managersin providing congstency in judgments of performance to theincluson of dl members
in the strategy and methods of the recognition.  Without commitment and support from dl levels
of the organization, the guarantee of a baanced vadue system and meaningful incentivesis not
likely (Welss, 1997).

Recognition is a persond experience. Although selection by one's peers and
recognition by one s team and family is highly desired, the vaue of a particular avard or
recognition depends on each person’s circumstance and preference. Some desire heightened
vighility in the organization, some, increased opportunities, and others, amere thank you
(Nelson, 1995).

Whether the recognition is delivered in aformd setting or asinformally as a handshake
and thank you, every effort should be made to focus the atention on that individud’ s
performance and share it with the sgnificant people in hisor her life (Milas, 1995).

Idedlly, arecognition and rewards system should be unique to every company;
therefore, it must be congtantly monitored and modified as the values change for both the
organization and its members (Milas, 1995).

Recognition and reward methods

While people do not like to be greetly deviant, they are, ironicdly, dike in wanting to
fed unique. Thisquest isnot merely to be different from the average, but better than average

(Meyers, 1996). Thisdigtinctiveness persstsin the types of incentives that are appreciated.
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Excessve efforts and dollars have been expended by employers on unsuccessful reward and
recognition programs that have failed only because the inflexible system did not acknowledge
individud differences (Darling, Am & Gatlin, 1997).

The risng popularity of informa reward and recognition programs over monetary
awards has been due to more than economica factors. Monetary incentives that induce
compliance are often counter-productive, because they rupture relationships, promote laziness
in management, discourage risk taking, and undermine intrindc motivation (Grund, 1997).

Studies have shown that merit raises, bonuses, and other cash incentives denigrate the
performance by replacing one' s satisfaction and pride in the accomplishment with cash. While
monetary incentives may result in short-lived employee satisfaction, they often are viewed as
entitlements rather than rewards for exceptiona performance. It creates laziness on the part of
both the manager and employee, Since these types of rewards require little effort other than to
hand them out; therefore, they become abused and decrease in value. Additiondly, this system
discourages risk-taking, because it seldom rewards an employee who has explored other
possihilities.  Inamonetary incentive program, the giver and receiver relationship, more often
than not, resultsin a power gap and infighting between the two (Grund, 1997).

Through the utilization of “power rewards,” an organization may eschew the fdlibility of
traditiond monetary rewards. Thistype of reward relies on empowerment, not manipulation,
and work synergisticaly with intringc motivation. The focusisareease of people' s energy to
aspire to success in their accomplishments.  Each successive achievement increases the
motivationd energy making usfed unique as we redize sdf-efficacy. The Srategy in these

rewards isto build a high degree of vaue into every reward you offer with recognition being the
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most cost-effective reward. Low or no cost symbolic awards ddlivered with Sncere
gopreciaion will dlow an infinite number of people to be recognized and energized (Spitzer,
1996).

Although the types of power rewards are only limited by one's credtivity, they can be
categorized as recognition, rewards, organization kinship, and growth at both a professond as
well asapersond leve (Spitzer, 1996).

Recognition can be asinforma as a persond acknowledgment of an employee' s specid
or condgtent effortsto aformd event in the community; nevertheless, it mugt result in high
vishility with the people the employee respects, such as family and work peers (Spitzer, 1996).

Blanchard Training and Development, Inc. in San Diego established “The Eagle
Award” to recognize excdlent customer service. Employees submit the names of fellow
employees with abrief description of the exceptiond activity. A volunteer committee screens
out items that are consdered an expected part of the job. The winner is surprised with visit and
a photograph of the recipient is taken holding the perpetud trophy. The recipient getsto keep
the trophy on hisor her desk until it is needed for anew recipient. The photograph is displayed
in the company’ s lobby on their main bulletin board dong with a description of thelr
accomplishment (Nelson, 1995).

Another company utilizes agame of Safety Bingo to recognize employees  effortsto
follow safety procedures. Any employee observed working safely isimmediately presented
with abingo number. They are presented a safety jacket dong with verba
reinforcement when they acquire a“bingo.” The recognition is personalized to keep the

program fresh and fun overall (Spitzer, 1996).
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ARA Services in Philaddphia organizes a day of appreciation for adeserving person. It
includes a company-wide announcement, free lunch, banners, confetti, and other trivial accents
that prompt a festive atmosphere (Nelson, 1995).

Spontaneous, non monetary forms of recognition are often presented as areward.
Rewards can bein the form of plagues, certificates, uniform ribbons, temporary memberships to
recregtion centers, designated parking spots, free movie tickets, job flexibility, and professond
conference sponsorships (Nelson, 1995).

Cowlitz County Fire Digtrict #2 created a standard operating guiddine thet utilizes
medds, uniform ribbons, and service pins to recognize exemplary performance, education,
longevity, and career milestones. In addition, the department sponsors annud training awards
and recognition events to acknowledge both individuals and teams for the time and energy spent
on countless hours of effort toward organizationd development. Medals represent recognition
for specific acts of service, such asvaor, honor, citizens service, and invauable servicein
increasing the department’ s efficiency. These medds can be awarded to community members,
aswell, and are upgraded with bronze, slver, and gold stars for subsequent behavior. Uniform
ribbons, plaques, certificates, |etters of commendation, and complimentary |etters are rewards
for lesser acts and consstent behavior exemplifying department vaues (Cowlitz Didtrict #2,
SOP, Dept. Recognition, 1997).

Cash subdtitutionsin the form of points or buck certificates are another method of
awarding the deed appropriately without associating the reward with an entitlement. These
points are redeemed for business cards, annud clothing alowances, training opportunities, or

compensatory time (Spitzer, 1996).
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While pubic recognition is embarrassing for some individuas, their refutability can be
defeated through aredirection of emphasis on organizationd kinship. One's perceived vaueis
associated partly with our identity as an accepted member of the company. Awards with the
company’slogo or name symbolizes the permanent vaue of the relationship and maintains the
feeling of appreciation for alonger period of time (Wixom, 1995).

An employee of the Diamond Fiber Products Company proudly modeled a baby blue
100 Club nylon jacket a a neighborhood bank with the comment that her employer avarded it
to her for agood job. Although thetrivid award was a symbol of her contribution to the
organization, it dso increased her status within the company  (Nelson, 1995).

In the Sandy Fire Department in Sandy, Oregon, members are rewarded for each five-
year increment of active service through 25 years. The increments are recognized with belt
buckles of increasing value, from brass at five years to 100 percent silver on their 25"
anniversary. This symbol of belonging and security has been proven to be a popular incentive
(Hanson, 1994).

Participative management, empowerment, increased responsbility, cross training, and
chdlenging projects extend a company’ s identity and value beyond symbolic rewards.
Autonomy, flexibility, involvement in decisons, and greater authority demondrate to the

employees an increased trust and status within the organization (Weiss, 1997).

“Helping human beings fulfill their potentid is not only a mord responghility, but it is

also good business’ (Nelson, 1994, p. 192). Thetrend of aflatten organization does not offer
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asteady number of advancements, asin the past; therefore, it isimportant that the promotional
ladder be augmented with other opportunities for persona growth (Nelson, 1995).

Johnsonville Foods utilizes a persond development team and educationd dlowancesto
help their members establish a career path. Initidly, the educationa selections were broad,
however, 65 percent of dl their employeestoday are involved in forma education related to
their careers (Nelson, 1994).

While assigning vaue to performance for future promotions could be viewed as
subjective and unfar in the public sector, opportunities of increased vighbility and respongbility
are acceptable and vauable to any employee seeking a promotion.

Shimadza Scientific Ingrumentsin Maryland “promote’ their outstanding achieversto aspecid
assigtant to the president for two weeks. In addition to eevating one's sdf esteem, it dlows
them a better understanding of the business and high vishbility with the management team
(Nelson, 1994).

Summary

Everyone defines their value in an organization by comparing themsdves with othersin
regard to influence and importance. Acknowledgment of the contributions by the company
accentuates on€ s vaue, inflates status within the group, and increases  sdlf-efficacy. The
success of arecognition program is dependent on the participants perceived vaue in the
method of reward; nevertheless, non monetary awards identify the achievement best while
mantaining intringc motivation. Diversty of the reward pardles diversty in the workplace;
therefore, immediate supervisors and peers are the most knowledgeable and respected

candidates for confirming the member’ s value and bestowing the praise. The organization's



19

culture is dynamic. Ownership in arecognition system is only maintained when its participants

are dlowed to develop and continudly redefine the program.

PROCEDURES

M ethodology

The outcome of this research was to eva uate the current rewards and recognition
program in CPFR, both through participants’ feedback and a comparison with benchmarks of
comparable programs in other organizations.  This evauative study included an attempt to
identify other locdl fire department reward and recognition systlems in order to utilize Smilar
criteriain the gppraisal of CPFR’s program, however, the examples were too limited for any
conjecture. The literature review, therefore, was the mgor source of information about outside
organizations regarding perceived vaue and methods of recognition. Two local fire departments
were identified as having an established in-house recognition program smilar to CPFR’s,
however, both indicated the same lack of participation. Therefore, the information received
during the opentend interviews with these two departments was used only to confirm the
creditability of the literature review materid asit gpplied to the public service sector.
Population

A written survey was distributed to dl active members within CPFR including fire
commissions, volunteers, and other non-career personnd. The questionnaire was utilized to

obtain information from members, across al dassfication of the organization, regarding the



desire for recognition, perceived value and satisfaction with the current recognition program,
and preferences of recognition and rewards.

| nstrumentation

Questions relevant to the researcher’ s subject were incorporated into an anonymous
digrict climate survey (Appendix A) that was administered to CPFR by Northwest Training
Group of Tacoma, Washington. A software program developed by Praxis under the trademark
of CorporatePulse was utilized to design the format and compile the data.

This researcher used data from scaled items 13, 14, 74-83, 86, 87, and 99-107 to
answer the research questions specific to CPFR. Scaled items 13 through 87 ( Appendix B)
were closed-end questions with values assigned to the selections: strongly  disagree (2),
disagree (2), agree (3), and strongly agree (4). A score of zero was given to the selection
“don’t know.” 1tems 99 through 105 were closed-end questions that solicited information
about the perceived vaue of severa methods of recognition. These responses arelisted
separately under intringc value in the rewards and recognition section in Appendix C. The
comment sections for items 106 and 107 were provided to assst with clarification of the
participants responses, as well asto solicit information not considered during the devel opment
of thesurvey. A lig of these commentsis found in Appendix E.

Collection of data

There were 175 surveys distributed from June 15, 1998 through June 29, 1998 to dl
active members within CPFR to obtain internd information regarding vaue and satisfaction with
the current recognition programs. There were 122 completed surveys processed for the

summary report in the gppendices. One survey representing a commissioner was not included
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in the report, because this was the only respondent in the classification, which could skew the
results by indicating board unanimity. Rick Hogan, M.S,, Principd, Northwest Training Group,
administered the survey, and the data from the 121 respondents were compiled by Mr. Hogan's
geff utilizing the software program.

The compilation of responses was requested by job classfication to denote any
deviations between work groups, since the multiple groups function in different roles and
locations. The classifications were staff chief, which included the rank of battdion chief and
above; career officers, both lieutenants and captains, career firefighters and paramedics; and
volunteer firefighters and officers. Adminigtrative services included the human resource
coordinator, payroll clerk, receptionists, and other clerical staff. Mechanics and part-time
employees were classfied as “other.”

The summary report of ratings for items 13 through 87 was plotted on bar graphs
correlating favorable and unfavorable responses for each respective scaed item (Appendix B).
The favorable and unfavorable scores are listed as percentages of the total responses for each
guestion (scaled item). The graphs for questions 13, 14, 75, 77, and 79 appear asreverse
scoring; conversely, afavorable score indicates disagreement or strong disagreement with the
respective satement. The response summary for items 99 through 105 islisted as bar graphs
that indicate the percentages of favorable, unfavorable, and neutra sdections of the tota
responses to each item (Appendix C).

All scded items consdered in this research are dso plotted on bar graphsillustrating
overd| rating by the entire organization with mode, mean, and sandard deviation defined in

Appendix D.



Assumptions and limitations

It was assumed that adl respondents answered the survey honestly and were active with
CPFR for aperiod of time that was adequate to eva uate the current programs. No qudifiers
were attached to the close-end salections defaulting to the respondent’ s perception on what
justified the answer. The author did not believe this to be a greet limitation on the overdl results
of the survey, since perceptions were sought in the research.

An adequate number of respondents completed surveys for a 95% confidence levd;
therefore, the lack of response from the commissioners group should not Sgnificantly affect the
results of the sample group. The volunteers and support services group, however, was
congderably under represented when compared to the total volunteer personne in the
organization as indicated in the demographic section (Appendix F). The low numbers of

surveys completed by this classification may not be an accurate representation of this group.

RESULTS

Recognition desired

Memberswithin dl classfications of CPFR strongly indicated a desire for departmental
recognition with the highly favorable response to preserving a departmenta rewards and
recognition program in item 77 (Appendix B, p. 45). The mode score for this reverse scored
guestion was two, and the average was 2.09 with a sandard deviation of 0.66, indicating a

disagreement or strong disagreement with this statement on the survey (Appendix D, p. 55).



Item 76 received a amilarly high percentage of favorable responses about the need for
program enhancements. Responses to this question, except those of administrative services,
support the desire for recognition, but improvements were sought for the current program
(Appendix B, p. 45).

The reverse scored results about the department’ s effort in promoting recognition show
a 50 percent or less favorable response, except from the administrative services (item 75). The
staff chiefs and career officers had the lowest favorable score with 33.3 percent and 31.8
percent respectively indicating these two officer groups were more satisfied with the
department’ s current efforts than the other members (Appendix B,

p. 44). The mean for the 115 responses was 2.62 with a standard deviation of 0.76 denoting
selections from strongly agree to disagree (Appendix D, p. 54).

Research question #1. Overwhdmingly, the survey indicated that members of CPFR

desired recognition in the workplace. In addition, amgority of the job classfications favored
improvements to the current recognition system, especidly from the volunteer staff.

Current methods

The favorable scores on CPFR's current reward and recognition system varied
condderably by job classfication (item 74). The career officers rated the system 34.8 percent
favorable; staff chiefs, 37.5 percent; career firefighters and medics, 42.4 percent; volunteer
firefighters and officers, 60.0 percent; administrative support staff, 63.6 percent; and others
(mechanics, ddivery personnd, etc.), 25.0 percent. Nonetheless, the employee-of-the- quarter

recognition program (item 80) received a 50.0 percent or gregater favorable rating from all
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classfications with amode score of three, indicating agreement and perceived vaue with this
method (Appendix B, pp. 44 & 46).

The issuance of acommendation letter for recognition was supported quite highly with
favorable scores in excess of 87 percent (item 78). The reverse scored responses about
knowledge regarding commendation |etter criteria, however, were condderably lower, from
zero to 45.5 percent, which denoted that athough amgority of the departmenta groups valued
this award, they were unaware of its criteria with the exception of the staff chiefs (Appendix B,
p. 45).

The bar graph from question 81, about recognition timeliness, indicated favorable effort
by CPFR of only 50 percent or less with the exception of the adminigtrative support group
(Appendix B, p. 46). Overdl, the scaded item had a mean score of 2.29 with a standard
deviaion of 0.76 and amode of two, indicating a disagreement to strong disagreement with
CPFR providing timely recognition in its current system (Appendix D, p. 55).

A super mgority of members indicated that they felt gppreciated by others on their
teamn, however, there was a condderable decline of appreciation between fellow teamsin item
87 (Appendix B, p. 48). In addition, amode score of three on item 13 implied that individua
accomplishments are preferred over teamwork as related to the frequency of recognition in
these circumstances (Appendix, D, p. 54).

Two reoccurring points from openended commentsin item 106 focused on:

1) alimited amount of opportunities of recognition for deserving individuas and groups during
the quarter, and 2) favoritism affected the recognition process. Remarks, such as, “those that

deserveit don't get it, when those that don’t deserve it do,” “too genera in recognizing one
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person in a broad range of divisons,” and “ quarterly recognition program does not recognize
daily accomplishments’ were repeated under item 106. Also under item 106, 6 of the 42 of the
commentsimplied that popularity or favoritism was attached to the award (Appendix E, pp. 60-
62).

Research question #2: While the two current programs are consdered a vauable

method of recognition, they are poorly administrated regarding timely recognition, limited
opportunities for recognition, perceived subjectivity in the reward, clear criteriafor the award,
and favoring individud achievements over teamwork. Therefore, these current programs have

not congstently distinguished those members that were deserving of recognition.
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Per ceived value

The literature review assgned high vaue to reward and recognition systems that utilized
immediate, personalized feedback for the accomplishment, while linking the achievement to the
gods of the organization. Increased employee job satisfaction and motivation were the results
when arespected leader took the time to notice and mention on€e' s efforts and achievements,
even asinformdly asan e-mail or a“pat on the back.” Recognition by one's supervisor and
others, that have direct knowledge of the contribution, increased the vaue of the honor.
Insincerity, unfairness, delayed follow up, and an inggnificant achievement that was honored
were factors that would undermine the participants value in the program. Responses from item
81 and comments under item 106 have revealed that these same issues have affected the value
of CPFR’s current recognition program (Appendix B, p. 46 & Appendix E, pp. 60-62).

The desire for recognition by one's team and supervisor was highly rated as being
important to the participants, only below opportunities for growth (items 99 through 105). The
respondents ranked value of recognition in opportunities for growth and training at 92.9 percent,
by their immediate supervisor a 87.5 percent, verification by their peers at 85.8 percent, and a
letter from administration next at 69.2 percent, which surpassed recognition in the community or
with their families present (Appendix C,  pp. 50-52).

Research question #3: Although members percaived vaue in the two exigting

recognition programs, the absence of an award presentation in front of one's team and
immediate supervisor lessen the honor. An opportunity for peer recognition, long with an
emphasis on the vaue of the contribution to the organization’ s devel opment, could add

sgnificant honor and lessen a perceived subjectivity in the award. In addition, power rewards,
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especidly opportunities for growth, would communicate the strongest gppreciation and vaue to
memberswithin CPFR.

M ethods of recognition

All survey respondents ranked their preference for recognition and reward in items 82,
83, and 99 through 105 (ranked greatest to least): opportunities for growth and specid
training, recognition by an immediate supervisor, recognition among peers, written recognition
from adminigtration, recognition among family members, perks and privilegesin lieu of
recognition, recognition in the form of preference points during promotiond exams, and
recognition in the community. Sponsorship to the Nationa Fire Academy (item 82) held less
vaue than aletter of gppreciation under item 78 (Appendix B, pp. 45-46). The comments
under items 106 and 107 included increased recognition by front-line supervisors,
acknowledgment for extraordinary accomplishments that justified CPFR’s mission (cardiac
arrest saves, etc.), more symbolic rewards (pins, certificates, letters, etc.), aclear system of
rewards, expanded opportunities for recognition, adynamic program to keep it fresh, and an
emphad's on positive reinforcement by recognizing people “doing the right thing” (Appendix E,
pp. 60-62).

The literature review stressed “ power rewards’ to increase job satisfaction and intrinsic
motivation through the reinforcement of behaviors and accomplishments that promote the
organization’ s mission and objectives. These types of rewards focused on empowerment,
participative management, increased respongibilities, chalenging projects, and other methods
that help every member fulfill their persona and professona potertia. Symbolism gppeared to

be an important variable in the success of the rewards and recognition system by increasing the
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vighility of the gppreciation while accentuating the expectations for other organizationd
members. Cowlitz Fire Department’ s program of uniform ribbons, meda's, and service pins
illustrated important career milestones and accomplishments were highly prized by more than
just the recipients. A preference between aformd or informa method of recognition did not
seem to matter as much as having your peers and supervisor present.

Research question #4: Members of CPFR indicted the highest satisfaction in those

rewards and recognition that resulted in opportunities for growth and training, followed by
methods where recognition is delivered by one'simmediate supervisor and recognition in the

presence of peers.

DISCUSSION

The respondents in the survey mirrored the literature review findings that people desire
to be acknowledged by their professiona peers and supervisors (Burr, 1997). A member’'s
perception of their potentid and vaue in society is enhanced through positive feedback. This
acknowledgment alows the receiver to publicly attribute the success of the organization to his or
her internd qudities and abilities as suggested in Helder’ s Attribution Theory (Nelson, 1994).
This desirability for acknowledgment was displayed in the survey by an overwheming concern
for arecognition program within CPFR.  With the conclusion that recognition is desired in item
77, then the favorable scores to improve and better promote the program in items 76 and 75

respectively denoted voidsin the current program.



While there were favorable scores with the current CPFR system in both the employee-
of-the-quarter program and commendation |letters, amismatch of vaues between adminidtration
and the various work classfications may gill exis. Neither of the current programs fulfill severd
of the vaues identified in the survey and literature review: timeliness, opportunities for
recognizing team success, recognition delivery by an immediate supervisor and amnong peers,
multiple rewards in same work group or across severd divisons, power rewards, and
performance linked with the department’ s objectives and mission in the community (Spitzer,
1996). While the declining enthusiasm and disparaging comments about the Federd Way Fire
Department’ s program appears to be a disinterest in a recognition program, it may instead be
disguised as a vaue gap.

Bonuses and merit pay are traditiondly not an option in the public sector; therefore, they
were not listed as a choice under methods of recognition and reward. Neverthdless, it was
surprising that money was never listed in the comments under items 106 and 107. Even the
monetary value in perks, uniforms, and out of town trips was not a popular method (item 83).

The value of Spitzer's* power rewards’ was supported with opportunities for growth
and specid training being ranked firgt in the climate survey. Intrindc mativation, therefore, may
recaive its momentum from the desire to be labeled awinner in one’ swork group, which
includes the reward of additiond training and responsibility. These rewards, dso, increase the
potentid of the member to achieve greater future success, which benefits both the member and
the organization.

The employee- of-the-quarter photograph and a commendation letter provided valued

symbals of accomplishment according to the survey, however, the presentation could be a



disappointment, much like Renton Fire Department’ s program. The receipt of aform letter in
the mall or a photograph suddenly gppearing in the lobby of the station holds no significance
unlesstime is dlotted to share the employee' s contribution and the organization’ s gppreciaion
with other members of the department. In addition, when the program offers only one
opportunity for recognition during the quarter, then the sdlection committee must determine
which contribution has more vaue, an act of heroism, acardiac save, or the outstanding efforts
of aperson who functionsin a support role.

The lack of team recognition in the current programs, as well as apoor perception of
gppreciation between teams is concerning (item 87). The core vaues of the fire department has
been success through teamwork, however, the results do not appear to support it.

Inits strategy to manage change, this research can offer ingght for CPFR. As
organizations have been forced to decentrdize in order to operate more cost efficiently and
respond quicker to the customer’ s needs, the respongbility, authority, and effort must be shared
with dl itsmembers. Thetraditiond hierarchica structure where the boss provides the
motivation, ideas, and direct supervison are no longer redity. The preferred organizationd
culture in today’ sworld of changeis built on intringc motivation, the unique skills and abilities of
al its members, and the willingness to accept and reward failure in the quest for success. To
inditutionalize this culture in CPFR, the fear of fallure must be dissolved by recognizing the
efforts and abilities of their sngle most vauable resource—the people that provide the service to
the community. Whether dways successful or not, the promotion of their membership, through
recognition and opportunities of persona growth, will make the vaue of their organization more

vighble to the community.
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RECOMMENDATIONS
The study confirmed that membersin CPFR have a high desirahility for recognition of
their contributions to the organization and community. While the two current programs are
supported, the recognition and rewards are limited and not fulfilling to members across dl job
classifications in the department.

Congdering thisinformation, the researcher makes the following recommendetions:
expand the scope of the current system to increase opportunities, as well as provide multiple
awards across divisons, team efforts, and career milestones
aways link the achievement to the misson and gods of the organization
indtitutionalize pogtive feedback into the organization's culture, so supervisors and peers,
especidly, are cognitive of the accomplishments of others, evenif it does not dways result in
success
acknowledge achieversin a persondized, timely manner that is shared with peers
be cregtive in the methods of recognition and reward to include more symbolism and power
rewards
formulate a recognition team that represents al divisons of the organization to monitor and
upgrade the program as cultura values change

The opportunities for change have increased in the fire service as diversity and

technology have chipped away at itstradition. Therefore, the job satisfaction that was once

redlized in the glorious battle with the fire god is being replaced with the more prosaic endeavors



of today’ sfire sarvice professona. The chalengeisto devise a dynamic system recognition

and rewards to reinforce this new paradigm.
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